This chapter is designed to explore and understand corporate social responsibility (CSR)-human resource management (HRM) practices in the UK and Japan (countries that have very different societal and cultural characteristics) from a national business system (NBS) perspective, in order to answer the following two questions: (a) the extent of convergence/ divergence of CSR-HRM of two very different NBSs and (b) the institutional relations behind the convergence/divergence. The chapter argues that, as a result of increasing international competition and pressure from globalization, both institutional settings and societal-cultural norms have been affected, which have transformed their traditional HRM into a new 'hybrid' form of HRM, showing signs of 'cross-vergence'. This chapter adopts a qualitative approach with comparative multiple case analysis. Three companies from each country are selected as representative cases of each business system.
Introduction
Due to the Global Financial Crisis, globalization, and the recent anti-globalization movements in the USA and the UK, the global social, political, and economic environments are in turmoil. As a result, business organizations are now faced with greater challenges than ever before, one of which is how they organize and manage their employees. Following an institutional-based view, employees are one of the primary stakeholders in an organization, and organizations should fulfill their moral obligations to them by meeting their expectations [1, 2] . A resourcebased perspective sees employees as scarce and valuable resources, which are key elements to achieving competitive advantage [3] . Thus, given the concerns associated with the aging population and 'responsible competition' as a key agenda for business, long-term, sustainable human resource management (HRM) practices have become much more important and are transitioning dynamically [3, 4] . A clear indication of this change is the spread of corporate social responsibility (CSR). This is a multidisciplinary concept that addresses both implicit and explicit aspects of organizations in order to achieve sustainable and socially responsible businesses. With the growing interest in CSR, there have been efforts to explore the relations between CSR and HRM [5] [6] [7] [8] [9] . However, given that CSR is a global phenomenon, its impact on the possible convergence or divergence of Eastern and Western CSR-HRM relations has been neglected. This chapter, therefore, explores the extent to which HRM practices are converging or diverging as a result of CSR, through comparison of two leading CSR nations, one Western and one Eastern.
From an institutional viewpoint, convergence occurs due to the increased global societal pressure from globalization and rapid technological advances. Mimetic, coercive, and normative forces cause organizations and institutions to converge and become homogenous, regardless of national boundaries [10] [11] [12] [13] [14] [15] [16] . Following this argument, various international CSR consultancies, notably UN Global Compact, the Global Reporting Initiative (GRI), and ISO 26000, have exerted pressure on institutions and organizations to cause isomorphism in management practice and show convergence [17] . This may be logical, but it is also important to consider existing differences in cultural and societal values. The national business system (NBS) theory argues that institutions are historically grown and thus have societal and cultural values embedded in them [18, 19] . Such differences in institutional frameworks at the national level cause distinctive business systems to emerge and create divergence in firms' management practices, including CSR. This chapter intends to contribute to the existing convergence/divergence debate through comparisons of CSR-HRM practices in the UK and Japan. Wang and Juslin [20] argue that CSR is a Western concept, designed to support and fit into a Western context and thus a poor fit with the Chinese business system. Matten and Moon's [21] comparative study of explicit and implicit CSR in Europe and the USA also shows diversity in implicit CSR within Western business systems, while Jamali and Neville [22] show 'cross-vergence' of CSR management in a Lebanese context. Based on the empirical evidence from the existing literature, therefore, a comparative study of Eastern and Western nations' CSR-HRM relations can certainly contribute to the existing convergence/divergence debate.
For this purpose, Japan and the UK are selected. Despite much previous research on Japanese management and its HRM in international business, the fact that two nations share very different NBSs (compartmentalized vs. highly coordinated) and societal-cultural backgrounds (individualism vs. collectivism) [23, 24] is difficult to ignore. Furthermore, while they are understood as leading CSR contributors [20, 25] , they both participate in various Westerndeveloped global CSR institutions, such as UN Global Compact, GRI, and ISO 26000. Therefore, the two nations provide ideal comparative contexts to explore the extent of convergence/divergence in CSR-HRM. The NBS is adopted as a theoretical scope for the comparison because of its quality in pointing out historically grown institutional frameworks, which also include societal-cultural institutions that influence businesses that operate within it [18, 23] . It acknowledges the institutional differences between nations and business systems and further allows the comparison of two nations by identifying key points of contrast between the business systems [21] . Therefore, it is particularly useful in cross-national comparison, in contrast to institutional theory, which shows weakness in explaining how practices are interpreted elsewhere [26] . Thus, it can be understood as an ideal model with which to measure the extent of convergence/divergence of CSR-HRM in the two nations.
Literature review

CSR and HRM
CSR emphasizes organizational responsibility in regard to society and stakeholders and its role in social development and sustainability [27] [28] [29] [30] [31] [32] . Due to its lack of a framework and philosophical and conceptual underpinning, many studies have focused on clarifying the extent of responsibilities and business performance (see [29, 33, 34] ). Nonetheless, the major CSR doctrine accepted in the empirical realm seems to be an integrative approach regardless of the long-lasting debate, which promotes the integration of ethical responsibilities into corporate organizations' economic responsibilities [29, 33] . This concept of integrative theories of CSR is well presented in the following definition of CSR: From this perspective, organizations have to consider stakeholders' expectations, while being mindful of the triple bottom line. Stakeholders are identified as 'any group of individuals who can affect or is affected by the achievement of the organisation's objectives' ( [2] , p. 120), which includes those in direct moral obligation relations (normative) and those that can affect the normative stakeholders (derivative). Based on this logic, HRM and CSR are highly interrelated. Employees are considered normative stakeholders due to their direct relations with organizations and their ability to influence business outcomes. Following the multilevel analysis suggested by Aguinis and Glavas [34] , employees can predict, moderate, and mediate organizations' social responsible practices at an individual level, while perceiving, evaluating, judging, and reacting to firms' CSR practices as stakeholders [5, 6] . In addition, stakeholder theory's moral obligation suggests that firms should ensure the quality of employees' working life (job quality, work-life quality, and working life) as well as labor standards and equal opportunities [7] . Further evidence also suggests that responsible companies can appear more attractive to potential employees, resulting in competitive advantage [35, 36] and employees more committed to, and satisfied with, their jobs [37] .
Therefore, based upon the existing literature, it is clear that CSR and HRM are highly interdependent and interconnected. Socially responsible HRM practices and HR practices can promote firm's CSR practices and vice versa, which affects CSR and HR outcomes that are also interrelated [7] . This suggests that by adopting socially responsible HRM practices, organizations can achieve competitive advantage, and through combining CSR and HRM, longterm sustainability is achieved [38] . In this study, socially responsible HRM practices can be achieved through three institutional frameworks, based on the NBS institutional framework.
First is systematic communication with employees to understand employees' needs and promote employee participation and engagement in an organization's CSR efforts [7] . Second is training, which can create ethical labor standards. Inyang et al. [39] found that the higher level of incorporation of CSR objectives into training programs will lead to greater response rates from employees, and their perceptions toward the importance of CSR are likely to increase when they are trained on CSR policy and projects. Third is diversity management to promote equal opportunities. As our society is growing to become more multicultural than before, diversity management is increasingly important in organizations [40] . Therefore, diversity, responsibility and HRM should not be considered separately but as key components of organizations' CSR efforts [41] .
While much of the existing literature notes that socially responsible HRM can lead to increased productivity, improved efficiency, and increased firm value [3, [42] [43] [44] [45] , there is also some evidence that suggests diverse HRM models in international business. As a result of globalization, multinational corporations (MNCs) have become normalized. During the process of internationalization, organizations are faced with a new challenge, taking local conditions into account, causing tension between global and local approaches. In the case considered by Buckley and Horn [46] , Japanese firms were required to alter their business models to fit local conditions in China. This shows that the previous approach of adopting the 'best practice model' is no longer a viable strategic choice for MNCs but rather creating a 'best fit' model through integration and combination, which causes diversity in HRM practices at an international level [47] [48] [49] . Stavrou's [48] study on HRM and firm performance in Europe from the NBS perspective shows that there are certain differences in HRM practices based on their business systems. This further indicates that application of Western models of CSR to East Asian companies may not result in the same outcome but rather adopting the core concept of CSR into their existing business models, causing possible divergence. As [22, 50] suggest, such a hybrid approach can be understood as 'cross-vergence'. In their argument, both convergence and divergence occur simultaneously, and as a result of interactions between the socio-cultural aspects, global convergence of business ideology, and divergence at local level, a complex hybrid system emerges. Therefore, in order to understand the extent of possible 'cross-vergence' of CSR-HRM practices, it is imperative to understand the relationship between socio-cultural norms, institutional factors, and CSR-HRM practices [51, 52] . NBS is used as an analytical framework throughout this chapter because it sees HRM as a collective outcome of institutional settings, such as labor market structures, training and education mechanisms, and unions [23, 53] , which are influenced by societal and cultural norms.
National business system and analytical framework
Although NBS follows institutional theory's doctrine, it does not agree with the latter's notions of global diffusion of practices through isomorphic pressures. Instead it focuses on institutional pressures at a national level and the effect on organizations [26, 54, 55] . NBS emphasizes on a 'dominant' pattern of ownership systems, interfirm relations, and employment relations in a given country, which depend upon the existing institutional frameworks (political, financial, education and labor, and cultural systems), and this leads to the emergence of distinctive business systems [18, [21] [22] [23] . The fundamentals of NBS lie in historic, societal, and cultural norms [56] , which are understood as 'accepted' conventions and regulations that have emerged from cultural values, both formally and informally [57] . Institutions established based upon this notion of social norms, therefore, can be understood as cognitive, normative, and behavioral systems of a society [16] , which set the formal and informal 'rules of the game in a society' ( [58] , p. 3) that influence 'forms, outcomes, and dynamics of economic organisations' ( [53] , p. 3) through constraining or enabling certain patterns of behavior. Therefore, the outcome of such a framework is ideal business systems specific to a society, sector, or nation. An organization is likely to act within the rules and accept certain aspects of a society's norms, differentiating them from firms with different social backgrounds [18, 23, 56, 58, 59] . This theoretical approach of NBS provides a framework that can capture the complexities of institutional relations with HRMs in two different contexts with very different societal-cultural backgrounds and the extent of their convergence/ divergence. In the context of international business, social and cultural norms differ from nation to nation and are a particularly important factor due to the nature of CSR. Based on the logic of NBS, both formal and informal institutions allow certain types of HRM systems to function better and more efficiently in an economy than in others, because of their distinctive societal norms and institutional settings. This is further supported by Ignjatovic and Sveltic [60] , who showed that certain HRM practices appear appropriate in one culture but less so in another. Aycan [51] also shows a moderating effect of cultural, institutional, and structural factors on HRM practices among countries. However, societal and cultural norms change and evolve under pressure from external influences [61, 62] . Such external pressures also affect institutional frameworks, which can in turn influence existing societal and cultural norms [53] . Thus, the introduction of CSR can be regarded as external influence brought about by increasing global stakeholders' demand, which may create change in both institutional settings and societal and cultural norms. As argued in the previous section, HRM practices require systematic communication, training, and education with integrated CSR objectives and diversity management in order to be regarded as socially responsible HRM. NBS argues that there are two institutions in regard to HRM: (a) work organizations or professional associations and (b) training and education. While the role of the former has shifted to serve as a hub for systematic communication along with organizationallevel surveys or questionnaires, the latter remains another HRM-related institution. However, equal opportunities and/or diversity management were not considered institutional requirements prior to CSR. This is a consequence of changes in societal norms, brought about by globalization and rapid societal changes. Hence, by integrating CSR-HRM as previously identified and the logic of NBS, a new framework can be created (Figure 1) , synthesized as the core analytical framework for this study.
Drawing on Jamali and Neville [22] , the framework incorporates Whitley's [18] concept of NBS with Cooke and He's [7] concept of the CSR-HRM relationship to compile an institutional framework for CSR-HRM research. It positions organizations as the central unit of analysis and allows researchers to understand complex interactions of institutional pressures at any level and in any context. The framework captures an overview of a CSR-incorporated HRM with the understanding of the complex nature of institutional influence on national HRM practice; it allows comparison of two different contexts (the UK and Japan) and their CSR-HRM practices at a national level within the same framework. There are five institutional settings related to HRM: state, cultural system, work organization, education and training, and diversity. They can be influenced by social and cultural norms and vice versa. Through the interaction between the norms and institutions, a distinctive organizational shape emerges.
As argued earlier, three institutions are particularly important: work organizations (systematic communication), education and training, and diversity. These are highly interrelated with socially responsible HRM practices and have the capability of influencing firms' both CSR and HR outcomes. Thus, it is a key to understanding the complex interactions between the institutional settings and norms in order to achieve this chapter's objective: exploring the extent of convergence or divergence in CSR-HRM practices of the two very different contexts and the institutional role in ongoing convergence/divergence. As Carney et al. [63] argue, the reality of HRM practice is transitioning dynamically, due to rapid changes in the global business environment. While the transition certainly includes the wide adoption of CSR at a global level, understanding the transition and extent of convergence/divergence and institutional pressure can contribute to ongoing debates in CSR-HRM discourse [21, 22, 64, 65] .
Social-cultural norms and NBS of the UK and Japan
As previous studies have revealed Britain and Japan exhibit two distinctive business system models (compartmentalized business system vs. highly coordinated business system), because of their distinctive social norms (individualism vs. collectivism), contrasts in the nature of their economic strength (UK service sector, Japan manufacturing sector), and contrasting institutional frameworks (specialist vs. generalist education/training, capital financial market vs. credit-based financial market, external labor market vs. internal labor, laid-back state vs. active state). 
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The British and Japanese also have their own distinctive social characteristics, and their previous corporate organizational development and behaviors reflect these. Social norms in the UK can be defined as individualist, while the Japanese are regarded as more collectivist [66, 67] . Under individualism, an individual's ideals and goals take prominence over the ideals of a group, whereas under collectivism there is a strong sense of the group, and individuals' ideals are placed below the group's interest. Therefore, with the UK public's strong feelings about privacy, individuals' freedoms, and rights, it can be argued that they reflect ideas of individualism, while the Japanese exhibit risk-averse behavior, strong feelings about community, and regard companies they work for as part of their social identity and thus can be regarded as collectivist [66] . Such elements are also well reflected in their institutional settings, such as high mobility of the external labor market, specialized education/training, free flow of ownership through the capital market and lack of intervention from the British government, and long-term employment including the generalist approach of education and training, internal labor market, coordinated development through credit-based financial market, and coordinated movement by the Japanese government [23] .
As a result, the UK's corporate organizations tend to focus on short-term goals that could bring imminent benefits to shareholders, and employees lack loyalty to their organizations as it is relatively simply to switch jobs, which is further encouraged by specialist education and training. Thus it is not uncommon to see employees changing their jobs in pursuit of promotion or a better offer. In addition, employees are free to join unions that can protect their own interests, the bargaining power of which is dependent upon the union's strength, and they may join multiple labor unions, even though they may contradict each other in some areas. Thus a high level of employer-employee relations, loyalty, or trust is not to be expected.
Japan, on the other hand, has shown a very different approach: the idea of collectivism has resulted in a strong sense of group, and therefore when an employee joins an organization, it is regarded as his/her social identity, like being part of a family. This indicates a strong level of loyalty from a group of employees, and due to generalist education/training, which sees practical training as an extension of formal education, firms offer firm-specific training, and this leads to immobility of the labor force within the internal labor market. Hence, it is very common to see an employee work for a single company for a very long period, which in a Western context is understood as 'lifetime employment' [18] .
Methodology
As discussed, studies have shown that differences in HRM resulted from different business systems in European countries [48, 51, 60] . This study is designed to see if the same logic also applies to East Asia and to what extent. Therefore, Japan and the UK are selected, largely due to the significant differences between the two nations in terms of the business system and societal-cultural context.
Sample selection and profile
The main methodological approach this chapter takes is a multiple case study, using theoretical sampling in selecting cases. Under this method, cases are selected based on their representativeness, richness in data, and fitness for the theoretical purpose of the chapter [68, 69] . Six cases are selected to maximize the manageability of data, as suggested by [68, 70] , based on various factors that include size based on their income levels listed in Global Fortune 500 in 2012, significance in the relevant national economy, traditional value in their business system, CSR significance, and ownership structure. They each carry certain distinctive features of each business system and 'social legitimacy'. Thus, it can be argued that they are suitably representative of the two nations ( Table 1) .
Data collection
Data for this study was collected through the three steps:
• Qualitative methods were widely applied through data collection. Direct observations and semi-structured interviews with experts, senior managers at each company, and employees were employed.
• Publicly available documents, data, and company reports (such as Nikkei Weekly newspapers, organizations' Annual Reports, Sustainability Reports, the Economics, etc.) are used for archival research purpose.
• Corroboration with third-party neutrals on collected data was also conducted to ensure validity. The third party was composed of experts in CSR management of both UK and Japan. In this case, the interviews lasted for over 3 h in an open dialog setting with questions designed to confirm findings from the collected datasets.
During the preliminary phase, background information collection and archival research were conducted to gather data on Japanese and British historical, cultural, and social contexts. Furthermore, acquisition and analysis of data regarding the cases' existing HRM policies and practices were also integrated into the interview process. Interviews with senior managers and fellow researchers with expertise in that nation's business system were carried out, and information was gathered through observation, which facilitated the understanding of differences in societal and cultural norms as well as CSR-HRM. Interviews were taken in both formal and informal settings between 2 and 3 h, which were recorded. They were conducted in semi-structured formats, allowing the freedom to elaborate on interpretations while maintaining the broad themes of the interview (three key institutional elements in CSR-HRM), to maximize data that can be collected.
• Systematic communication: NBS emphasizes the institutional function of work organizations (such as trade unions) and their role in organizations' HRM choices [23, 71] . In a nation where trade unions are strong, they are more likely to be involved in a company's employee management and can establish strong employer-employee relationships; however, if trade unions are decentralized, the reverse may occur. However, with the introduction of CSR, which requires responding to stakeholders' expectations, firms have been able to maintain relations with employees, with assistance from work organizations. Therefore, for the purposes of this study, 'work organization' is reinterpreted as 'systematic communication', understanding the nature of employer-employee relationships, and how a firm's systematic communication is structured.
• Education and training: training and education is one of the key institutional settings that influence a nation's HRM practice, as presented and supported by NBS [18] . As mentioned, the extent of the incorporation of CSR into the existing training system deters the organizations' CSR outcomes. Like a Japanese business system with heavy reliance on internal labor market, trainings are based on the firm or are industry specific. This is to enhance competitive advantage of both organizations and employees [72] . On the other hand, in a business system based on an individualistic nature like the UK, role-specific and outcome-oriented Table 1 . Case profile.
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trainings are provided [48, 51] . Therefore, understanding the extent of CSR integration in existing education and training, generalist, or specialist approaches can be a key determinant in identifying the nature of HRM in the two contexts.
• Diversity: in this study, diversity includes gender, ethnicity, and nationality. This variable is selected to help identify the nature of the labor market system. As argued, diversity is becoming increasingly important in the modern era, as a result of increased awareness in human rights. Previously, due to the collectivist nature of the Japanese society, it was understood as a society with a high level of 'stickiness' [73] with a low mobility of employees and 'lifetime employment' created by the internal labor market system. Therefore, diversification and individualization of employees were discouraged [74] , creating an unfriendly environment for foreign employees. However, as the global society is becoming multicultural as a result of globalization, diversity is also understood as offering equal opportunities to employees and being socially responsible, which makes it worth the investigation. Therefore, this is another essential step to understand a business system's convergence/divergence in terms of CSR-HRM.
The semi-structured interviews were designed based on these three themes, identified through the literature review and preliminary research. The interviews were not conducted in a fixed format, but rather varied and flexible, depending on the responses. This was to allow the researcher to obtain unexpected knowledge and expand the data in regard to employee management. Every interview was recorded by a voice recorder, with the participants' permission, and conducted in English. In the last phase, a data validity check was performed that is the transcribed data were double checked with the participants and interpreter. Further, through the introduction of the Japanese Chamber of Commerce in the UK, the author was able to gain access to an organization that advises Japanese companies that wish to operate in the UK on their CSR management and policies. The organization was also interviewed in an open dialog setting to check the validity of data and balance data that might be biased.
Outcomes
With globalization and increased information availability resulting from rapid technological advancement, the boundaries and roles of organizations have become much broader [75] . As a result, various international organizations were introduced, exerting regulatory forces and causing changes in institutional settings [63] . Thus, it has been argued that institutions are increasingly becoming more homogenous because there is now pressure from levels above the national level, through coercive, mimetic, and normative processes [10, 11] , which result in organizational behaviors becoming more homogenous than ever [10] [11] [12] . However, the findings show rather mixed results. In this section, those results will be presented, which will then be followed by a discussion of the outcomes.
Systematic communication
Based on all six cases' results relating to their means of communicating with employees, these can be broadly categorized into two modes: general survey/questionnaire and formal meetings between employees and their superiors, undertaken annually or quarterly depending on the organization. In contrast to the former, formal meetings between the employees and their supervisors take place on a regular basis. Employees are composed of both employees and union representatives, and the meetings are conducted with either board members or seniorlevel officers of the same division.
In the case of Company A, the annual survey is taken at the global level with a 90% participation rate. The questions are designed to attain data related to employee expectation and further to monitor their performance. Therefore the analysis procedure involves two different standards: one measures the extent of employees' actions within the company's CSR framework and the other seeks for the employees' view on the company's CSR policies. Company B's systematic communication is also largely based on their two forms of surveys, both of which are conducted regularly. A total of 81% of the total employees participate in their annual survey throughout the organization and 15% of the population in their quarterly based smaller-scale surveys. Both surveys are to gather information on employees' views on the organization's actions, which include CSR. However, in contrast to the previous two cases, Company C does not perform surveys across the group. Instead they allow autonomy to each of their businesses within the group to perform surveys of their own. Each of them measures employees' views on an organization's actions as well as their satisfaction and is conducted annually with high participation rates (96% in the UK). The outcomes of surveys from each business unit are analyzed and reported to the headquarters, which can provide more manageable data and outcomes than global-scale surveys.
The Japanese cases (Company 1, 2, and 3) also show a similar approach, with one significant difference. As noted, Japanese unions are structured as enterprise unions, which appear to be serving a significant role in systematic communication in Japanese organizations in every aspect, including CSR actions, for example, the staff union of Company 1. Both Companies 1 and 2 show their staff union conducting annual surveys. Company 2's senior manager responded that 'we do have [a] union survey every year with about 200 questions'. On the other hand, Company 3 shows a rather unique paternal approach in comparison to the other cases. They do not conduct questionnaire-type surveys, but communication is performed through, for four times a year, supervisor-subordinate interviews. Moreover, interviews are conducted throughout the group at the beginning of every year to understand employees' job satisfaction as well as their issues on working conditions/environment. Despite such a paternal approach, when Japanese employees were prompted with a question regarding their freedom to express, they showed reluctance in expressing negative opinions of their own company, whether it is a survey or they were interviews. This is a direct contradiction to British cases, which responded 'we feel free
to say anything', when a Company 2 employee responded '[I] feel scared to ask […] supervisors'.
Aside from the surveys on a regular basis, evidence suggests that organizations are also using formal meetings between employees and senior managers as another form of systematic communication. They are undertaken on a regular basis with board members and CEOs at present, which are performed in smaller and casual forms as well as in formal settings whether inside or outside the office. This is a rather unusual case for a highly individualistic society like the UK. However, all three cases from the UK show the same movement. and the enterprise union, which are arranged once or twice a year, and they also collect employee feedback on a personal basis via interviews between superiors and subordinates (as mentioned earlier) four times a year.
Education and training
Using Whitley's [23] terminology, the UK's education and training can be understood as 'specialist': training is role specific and performance oriented [18, 23, 48, 51] . On the other hand, due to firm-specific or industry-specific training with job rotation, Japanese training is considered 'generalist'. Such traditional institutional settings appear to be true in all six cases, with some indication of possible convergence.
Specialist approach (the UK)
The specialist approach of the UK largely remains unchanged, as shown from Company A's senior manager's response when prompted with a question regarding the organization's support to own employees for trainings that are unrelated to their roles: 'no, no, it's got to be relevant to our industries, it's got to be relevant to the jobs they are doing'. However, unlike the previous case, Company B shows a new adoption, job rotation at limited extent, into their existing training scheme. The new approach resembles a smaller scale of the Japanese's traditional ringi system but is limited to branch-branch/HQ-subsidiary instead of their roles. Regardless, it indicates that there is a certain level of transition within the training system of the UK. All three cases show that organizations provide a certain extent of freedom to employees to participate in trainings that they see appropriate, and yet if they are irrelevant to their roles, they need to be conducted outside office hours and at their own expense. Moreover, the evidence suggests that trainings are provided in either classroom settings or online formats, but this does not include CSR-specific training. In general employees are given regular mandatory training relevant to the role they are holding, and the concept of responsible business in relation to the role is embedded in their trainings. For instance, if one is working in HR, he/she will be trained in diversity, employee well-being, and so on. Such an approach can be understood as job-specific CSR training, and this is well reflected from a senior manager of the CSR division of Company B's comments: The responses are clear about their belief in having CSR-specific training, which is not necessary to be performed in formal, classroom settings. However, it is crucial to have the concept embedded in the jobs they carry out. Therefore, CSR is promoted through deep integration into their everyday businesses, which would lead their employees to perform their roles in socially responsible ways without deliberate intentions. This is further assisted through their mandatory trainings on critical issues, like ethics, business conduct, and integrity, with support of information distributed online. They are largely organized as on-the-job training, while they are also encouraged to participate in various corporate citizenship activities to be more aware of their communities and potential issues.
Generalist approach (Japan)
While the UK appears to have integrated CSR training into existing job-/role-specific training, the Japanese cases maintain their traditional approach of 'job rotation'. In terms of distinctive features of their training mechanisms, each responded with 'job rotation', a traditional Japanese policy known as the ringi system, and regarded as a generalist approach, in contrast to the UK's specialist approach, as Nikkei Weekly [76] describes it. Figure 2 is one of the case companies' training structures. As shown, employees can choose appropriate rolespecific trainings aside from the management training; however, they only become available when they are at senior management positions. Due to their characteristics, it is difficult for Japanese organizations to integrate or embed CSR into their job-training systems like the UK cases have shown. Thus, employees receive CSR-specific training separately, which is mandatory for all employees upon their enrolment followed by assessments, as all cases
show. Companies 1 and 3 perform this through online (e-learning) and Company 2 performs it through direct delivery of lectures on CSR in a classroom setting. In addition, handbooks, magazines, and ore pamphlets are provided to further enhance employee awareness in CSR issues. Aside from the on-the-job training and the traditional Japanese training system, archival research shows there is another new form of training in Japanese organizations, off-the-job training [77] . It is gaining ground due to increasing international competition and institutional pressure resulting from globalization. Though they are yet limited, their intention is to provide both specialized skill sets and additional knowledge to employees based in Japan Institute for Labour Policy and Training's (JILPT) description. However, evidence of this was not in tandem with the cases. Furthermore due to a decrease of birth rate and the aging society as well as increased demand for non-regular or atypical employees, the traditional lifetime employees are in decline (see [78] [79] [80] ). This result of recent studies is further supported by [77] , which shows changes in employers' preference from traditional regular employees to employees with specialized skill sets who can bring immediate results for the company. This may be an indication of a shift in Japanese organizations' approach from traditional lifetime employees and generalist frameworks, which can be seen from the following response of an employee who was in his third job:
It used to be considered to be taboo to switch the companies you work for, but now it is not so much, especially with foreign companies.
Despite the statement as well as the outcome of archival research, some cases show a rather conflicted result. In case of Company 1, the average time at the organization of their employees was 18.9 years and 15.4 years in case of Company 3. Trainings also focused on raising regular employees (sogo shoku) rather than non-regular employees (ippan shoku) or employees with specialized skill sets. Therefore, the result implies that despite the ongoing trend in Japanese labor structure overall, certain aspects in Japanese training and education still remain unchanged. Human Resource Planning for the 21st Century
Diversity
As discussed previously, diversity is considered to be an important factor to consider for business with the introduction of corporate sustainability. Increased awareness of equal opportunities and human rights means that society demands greater responsibility for firms to promote diversity at the workplace. However, in probing organizations' HRM practices in relation to diversity, respondents struggled to give direct reasons but rather presented their organizations' responses to diversity issues.
Diversity in gender
OECD shows a balanced gender diversity ratio in the UK; however, all cases show a decrease in gender ratio as positions go higher. In Company A, the female ratio at each level of positions is 20% (top management), 22% (senior management), and 24% (middle-level management) and in Company B, 33% (managers), 27% (senior managers), and 19% (executive). Given the high level of women's labor participation rate in the UK, this is rather a surprising outcome. over career progression'. These two responses may indicate a potential change in women's priorities as their career progresses; however, they are not adequate to generalize as a possible phenomenon. The gender diversity issue is even more severe in case of Japan. As mentioned in the previous section, there are two types of employees, ippan shoku (non-regular employees) and sogo shoku (regular employees). In Japan it is a generally accepted norm that regular employees are largely composed of males, and females tend to be given the non-regular employees status. An employee from Company 2 stated that 'I joined this company six years ago, and at that time [there were] seventy new workers, 45 male and 25 female, and amongst the 25 female only three made [it] to sogo shoku'. Her response shows the existing difficulties in achieving higher levels in careers for women, which discourage them to pursue a career as a goal. This is well reflected from an interview with an expert participant, during which it was discovered that it is actually a social issue that has been lasting long in Japan rather than an organizational problem. Based on the [81] , in Japanese society, female labor participation rate is only at 43% of the total female population. Such lack of involvement by women is also shown from the cases: female ratio for each case is only 25% (Company 1), 18% (Company 2), and a little less than 15% (Company 3). To explain this phenomenon, the expert argued that 'Japanese women do not have the concept of working for their career, but their main objective is to find a good husband and settle down', which shows the gender diversity issue persists in Japan and further indicates that the traditional value of male dominance in the society also persists.
Ethnicity and nationality diversity
A similar issue also exists regarding foreign labor in Japan. Due to their collectivist nature, in contrast to the UK's individualistic multicultural society, foreign labor forces always have to battle through the 'glass ceiling'. As mentioned, the Japanese high level of collectivism creates an environment which unwelcomes outsiders/foreigners as a part of their society and community. An existing language barrier, as well as high-context culture, makes it even more difficult for outsiders to be accepted by such a close-knit community. For example, the meetings with managers of an organization's foreign branches and headquarters are generally held in Japanese [67] . When prompted, all the company representatives responded 'we are trying to improve the situation'. This is also further supported by the [77] survey, which presents that 67.2% of total employers do not prefer to hire foreign employees, despite the increasing number of foreign labor in Japan. Furthermore, the remaining 33.8% of employers claimed that an important precondition to hire foreign employees is their fluency in Japanese rather than their skilled sets. This is further supported by the following comment from a CSR team leader of Company 2: 
Promoting diversity
In contrast to the findings that show maintaining traditional values in both countries, there are also some indications for changes. In Japan, both government and firms are showing efforts in promoting foreign employees and the use of external labor market. With the government establishing a national objective to increase the amount of foreign labor intake, Company 1 responded with introducing the use of common office language (English and Japanese) and a separate training system more appropriate for foreign workers. All Japanese cases are showing various benefits as well as working hours for female employees to promote gender diversity. However, the UK cases show a slight different approach compared to their Japanese counterparts in promoting gender diversity, such as introducing new policies or workshops. Company A has introduced a new policy, which enforces the organization to maintain a 50:50 gender ratio at all levels. Therefore, when it falls below the ratio, managers are encouraged to hire more females. All three cases also show workshops in place, of which the goals are to assist women in career advancement and to provide support to fellow female employees through mentor-mentee relations.
Discussion and conclusion
Through the literature review, it has become evident that national culture is an important factor that 'directly or indirectly influences work-related cultures' ( [82] , p. 2425). Much of other literature also identified that differences in the NBS systems and HRM result from societal, cultural, and institutional setting differences (see [18, 19, 23, 47, 48, 53, 54, 59, 66, 73, 74, [83] [84] [85] [86] ). The results of this study also strongly support such logic of the NBS. Adopting the CSR language throughout all cases is a possible indication of convergence. Furthermore, as responses regarding a reason for implementing CSR by Japanese cases ('because our partner companies want us to' and 'because everyone is doing it') show, it is evident that coercive and mimetic isomorphic pressures have encouraged the firms to adopt CSR into their practice to some extent. However, the findings also showed possible divergence at a microaspect.
Organizations and institutional pressures have complex relations; not only do they require an understanding of organizations but they also require an understanding of institutional pressures at both national and global levels. The framework in Figure 1 was devised to reduce such complexities and enable scholars to understand and discuss the extent of convergence/divergence of the two nations' HRM practices. The framework identified three key institutional factors in forming national HRM systems based on an NBS perspective: systematic communication (work organizations), education and training, and diversity. Their influence on HR practices that supports the organization's CSR activities and socially responsible HRM practices has direct relation to the organization's CSR outcome. As argued, work organizations should be regarded as an important institutional factor that can determine the extent of an organization's systematic communication. It promotes employee participation as well as aligns their needs with the organization's CSR policy. The Japanese cases showed the significance of enterprise unions in promoting employee involvement and their communication with their organizations. The UK that has been known for highly decentralized work organizations [23] ; however, this shows a certain level of transition from their typical individualist approach. Their work organizations still remain weak, but it appears that a new form is also introduced. Round-table meetings between employee representatives and senior managements on a regular basis resemble the enterprise union system of Japan and how they function. This shows that there is a possible convergence in the work organization institutional setting, or at least it is safe to say the institution does not hinder the possible convergence of CSR-HRM of the two nations. In contrast, the institutional setting of training and education appears to be maintaining their traditional forms. As argued, training and education assist socially responsible HRM practices to enhance ethical labor standards and their CSR perceptions. And in the case of the UK, its traditional approach (specialist based) remains, while Japan maintains generalist-based training systems. The integration of CSR concepts into existing British job-specific training is in contrast to the Japanese, whose training takes a generalist approach. In addition, Japanese cases show that their training is symbolic and informative, rather than aiming to embed CSR concepts into employees' roles and views. However, unlike the other two institutional settings, diversity appears to be in chaos, especially in Japan. Thanks to its multicultural society and high level of awareness in feminism, the UK takes a relatively balanced approach through providing various rights, benefits, and workshops. However, Japanese cases show that male-dominant social characteristics and barriers caused by a high level of collectivism still largely remain. Although findings indicate that various actions and policies have been taken to promote diversity at the organizational level, there is no clear evidence to suggest that they have positively impacted existing issues on diversity. It can be argued that at least there is a certain level of convergence with regard to the policies at the organizational level, but without clear evidence on their practical implications, convergence in diversity institutional settings is yet to be confirmed and generalizable. The fact that the other two institutional settings remain the same shows that they have not yet converged, despite the wide use of the language of CSR, along with other signals suggesting convergence at an 'explicit' level.
As shown in Figure 1 and the evidence, multiple institutional levels exert influence over their CSR-HRM systems in complex ways. Global institutional pressure has led both nations to incorporate CSR into their existing HRM models. National institutional pressure leads organizations to operate CSR-HRM that fits their society, as argued by the NBS. Thus, as a result of differences in both their culture and business systems, divergence at a micro-level or rather at an 'implicit' level also occurs. The UK's integration of CSR training with existing role-specific training schemes based on a specialist approach, and providing CSR-specific training along with assessments, reflecting its generalist approach, is a clear sign of salience of the two nations' institutional pressures in comparison with the global institutional pressure for convergence. This is also supported by remaining enterprise unions, gender diversity issues, along with glass ceiling in Japan.
In sum, CSR-HRM of the two nations shows a certain level of convergence at an explicit level resulted by coercive and mimetic pressures from global institutions, but there is also evidence that suggests the predominance of national institutional pressures causing divergence in CSR-HRM at an implicit level. Therefore, it can be argued that through the interactions between the institutional pressures from both national and global levels, a rather hybrid form of CSR-HRM is in place [22] . With the assistance of the developed framework (Figure 1) , it was possible to identify and explore the complexities of institutional interaction to promote convergence and divergence of CSR-HRM in this research. The result pointed that UK's change in work organization settings, the adoption of CSR, and attempts in improving diversity-related policies and actions of Japanese organizations indicate possible convergence resulting from global institutional pressures. However, at the same time, the remaining institutional settings, such as traditional approaches in training education, and diversity-related issues of Japan, also show that national institutional pressures still predominate in certain areas causing divergence (see Table 2 ). The outcome of this research is in an agreement with [21, 22] , who argued that convergence occurs due to the increasing global institutional pressure, while differences in NBS also drive divergences between nations. Lastly, as the findings suggest, the difference in local institutional framework will persist as long as the differences in cultural and societal norms exist, which will place national institutional pressures in a more predominant position than the increasing global institutional pressure due to globalization. Such a finding, therefore, shows and supports the 'cross-vergence' argument of [22, 50] . These norms are deeply rooted in organizations and their behaviors as well as their institutions, and they will continue to influence CSR-HRM in different contexts.
CSR is not yet well standardized, and therefore much effort has been paid to present frameworks or guidelines to promote the convergence of CSR. Wang and Juslin [20] argued that CSR is a concept derived from the West, and as its understanding is not well established in the East, an Eastern form of CSR may be necessary. However, this chapter argues that it is not necessary: integration of convergence and divergence may suit organizations in a more competitive way. Thus, it is important to understand the complexity of institutional relations with organizations' CSR-HRM, which includes global HRM institutional pressure, national societal-cultural values and norms, national HRM institutional pressure, and responses from organizations. When the complexity of these relationships is understood, more systematic and stronger forms of CSR can be realized.
